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Abstract 
The present study aims to explore the mediational role of organizational identification and work engagement in the relationship between 
professional development and job satisfaction, using the motivational process of the Job Demands-Resources (JD-R) model. Data were 
collected on a sample of 202 Italian teachers working in primary and secondary schools. Results of a bootstrapping model with multiple 
mediators operating in serial supported the hypothesis that opportunities for professional development enhance job satisfaction in teachers. In 
addition, we contributed to the extension of the JD-R model by adding the role of organizational identification as a mediator within the 
motivational process. 
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1. Introduction 
Deciding to become a teacher today raises many of the same concerns that teachers have encountered for over a century – low 
pay and prestige, inadequate resources, isolating work, subordinate status, and limited career opportunities (Johnson & 
Birkeland, 2003). In Italy, the lack of career development opportunities and continuous government reforms have deeply affected 
the school system. It is necessary to take into consideration that in the last few years the Italian school system has undergone far-
reaching transformations, both on a political and social level, which have had a considerable impact on the teacher's role and 
function. These continuous changes have weighed heavily on teachers, who are subject to excessive work demands without a 
corresponding increase in salary or job security (Drago, 2006). The demands placed on schools and teachers have became more 
and more complex, and societies now expect schools to effectively deal with a wide range of challenges (e.g. multi-cultural 
classrooms, disadvantaged students). Hence, teachers are faced with increasing responsibilities, both in terms of the legal 
liability, and students’ attainments and well-being accountability (Matteucci, 2008). On the whole, these changes are linked to a 
wide range of outcomes and risks. A first significant outcome concerns the requirement for teachers to undertake continuous 
training and development of their skills, with critical consequences for their professional identity. However, if these 
transformations stimulate a process of cultural and professional growth for teachers, they also draw attention to the absence of a 
clear training plan able to support teachers in this process of constant professional growth (Lastrucci, 2005). As a consequence, it 
seems reasonable to assume that these crucial changes in the teaching profession also have a significant impact on teachers’ 
organizational identification.  
Organizational identification (OID) can be defined as the perception of belonging to one’s organization. It therefore reflects 
the sense of oneness between the self and the organizational context (Mael & Ashforth, 1992). Accordingly, the more that an 
individual identifies with the organization for which s/he works, the more s/he will act in its interest (Dutton, Dukerich, & 
Harquail, 1994). Several studies indicate that higher identification is beneficial for both the organization and the individual. For 
the organization, higher identification leads to a better performance, lower levels of absenteeism and turnover and more extra-
role behaviours; whereas, from an individual perspective, organizational identification results in an enhanced job satisfaction, 
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increased motivation and improved health and well being (van Dick, Wagner, Stellmacher, Christ, & Tissington, 2005). With 
regards to the school context, organizational identification is a decisive variable in explaining significant differences among the 
work performances of teachers and among the extra-role behaviours adopted by them (Christ, van Dick, Wagner, & Stellmacher, 
2003). Overall, identification consistently predicts the organizational citizenship behaviour (OCB) enacted by teachers. 
 Nowadays the academic literature distinguish between  different foci of identification that, in turn, generate diversified 
outcomes (van Dick et al., 2004), for instance teachers who show close identification with the organization, i.e. their school, 
manifest high levels of OCB. On the whole, all identification foci have positive effects on teachers’ behaviour and contribute to 
the efficient operation of their school (Christ et al., 2003). In addition, it has been more recently shown that the organizational 
identification of teachers impacts positively on the level of job satisfaction and moderates the intention to take early retirement 
(Gumus, Hamarat, Çolak, & Duran, 2012). This can be explained by the fact that closer identification with one’s organization, in 
this case the school, is associated with a tendency to adopt behaviours that favour its goals, and makes it more likely that the 
individual will prolong their involvement with that organization (Dutton et al., 1994).  
The present study aims to explore the role of organizational identification in teachers using the Job Demands-Resources (JD-
R) model (Demerouti, Bakker, Nachreiner, & Schaufeli, 2001), which assumes that employees’ well-being is related to a wide 
range of workplace characteristics classified in two overarching categories, namely job demands and job resources. This model 
represents a flexible instrument that enables researchers and practitioners to examine a wide variety of work-related factors that 
affect employees' well-being, thereby allowing the choice of these factors to be tailored to the specific occupational context 
under study (Bakker & Demerouti, 2007). To be specific, the motivational process of the JD-R model posits that job resources 
allow employees to cope with the demanding aspects of their work (job demands) and simultaneously stimulate them to learn 
from and grow in their job, which may lead to motivation, feelings of accomplishment, and organizational commitment (Bakker 
& Derks, 2010). Hence, job resources concur to increase the likelihood of completing work tasks successfully, therefore they 
induce a feeling of fulfilment in employees (Hackman & Oldham, 1980) that boosts their work engagement, defined as a work-
related state of mind that is characterized by vigour, dedication, and absorption (Schaufeli, Salanova, Gonzalez-Romà, & Bakker, 
2002). Work engagement, in turn, may enhance positive organizational outcomes, such as enhanced performance (for a review 
see Schaufeli & Salanova, 2007).  
Several researches based on the JD-R Model have confirmed that an increase in job resources leads to higher levels of work 
engagement and subsequent positive outcomes such as greater organizational commitment and enhanced job performance 
(Hakanen, Schaufeli & Ahola, 2008; Salanova, Agut, & Peiró, 2005). In this connection, empirical evidence suggests that 
opportunities for professional development constitute a job resource which is able to boost employees’ levels of work 
engagement and, at the same time, buffer the relationship between job demands and emotional exhaustion (Bakker, Demerouti, 
Taris, Schaufeli, & Schreurs, 2003; Bakker & Geurts, 2004). The motivational process of the model has received substantial 
empirical support in studies that showed that job resources enhance positive outcomes through different mediators reflecting 
several aspects of employees’ well-being, such as flow and organizational commitment (Bakker & Geurts, 2004; Bakker et al., 
2010). In particular, this model has been applied to investigate the role of job resources in the teaching profession (e.g., Bakker, 
Hakanen, Demerouti, & Xanthopoulou, 2007; Hakanen, Bakker, & Schaufeli, 2006; Simbula, Guglielmi, & Schaufeli, 2011).  
In line with the basic assumption of the motivational process, empirical evidence suggests that organizational identification is 
strengthened by factors that make the organization attractive for the employees (van Knippenberg, van Dick, & Tavares, 2007), 
such as the opportunities of professional development. Therefore, the current study aims to contribute to the extension of the JD-
R model through the investigation of the impact of professional development on job satisfaction by adding organizational 
identification and work engagement as mediators operating in serial. Based on our theoretical analysis, we predicted that 
professional development (as a Job Resource) will be positively related to job satisfaction  through the subsequent mediation first 
of organizational identification, and then of work engagement (Hypothesis 1). 
2. Method 
2.1. Participants 
Data were collected on 202 Italian teachers who participated in a project aimed to assess the potential of those working within 
the schools through the evaluation of their work attitude and job involvement. The sample was 83% female, with a mean age of 
45 years (SD= 8.37). In addition, 51% of the teachers in our sample were working in primary schools; 30.1% in lower secondary 
schools and the remaining 18.9% were in upper secondary schools. Furthermore, 35.2% of the participants had job tenure of less 
than 10 years, 25.5% for 11–20 years, and 39.3% for more than 20 years.   
2.2. Measures 
Professional development was measured with a four-item scale (e.g. “This work is improving my skills”) developed by 
Borgogni, Galati, Petitta, & Centro Schweitzer (2005). Responses were given on a Likert scale ranging from 1 = strongly 
disagree to 5 = strongly agree. 
Organizational identification was measured on a single-item graphic scale (Shamir & Kark, 2004). This scale conceives 
identification in terms of distance or overlap between entities in a cognitive space. Respondents were presented with seven pairs 
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of circles representing various degrees of overlap between the circles, from 1 = no overlap to 7 = complete overlap. One circle 
represented the respondent and the other the organizational unit (school) to which they belonged. Respondents were asked to 
choose the pair of circles that best represented their perception of the relationship between them and their school.   
Work engagement was assessed using the Italian version of the nine-item Utrecht Work Engagement Scale (UWES-9, 
Schaufeli & Bakker, 2003; Italian version: Balducci, Fraccaroli, & Schaufeli, 2010). The three sub-dimensions of vigour, 
dedication, and absorption are each represented by three items (e.g., “At my job, I feel strong and vigorous”; “I am enthusiastic 
about my job”; and “I feel happy when I work intensely”). All items were scored on a 7-point scale ranging from 0 = never to 6 = 
always/every day. We followed Schaufeli and colleagues’ (2006) recommendation, and computed an overall work engagement 
factor score of the UWES (α = .91), which we used in further analyses. 
Job satisfaction was assessed with a single item (Wanous, Reichers, & Hudy, 1997). The statement was “Overall, how 
satisfied are you with your job?”, which was scored on a 5-point scale ranging from 1 = totally unsatisfied to 5 = totally satisfied. 
3. Results 
3.1. Descriptive Statistics 
The means, standard deviations, internal consistencies, and correlations were computed for all study variables (Table 1). All 
significant relationships between the variables were in the expected direction. 
 
Table 1. Means, standard deviations, Cronbach’s alpha coefficients and correlations of the study variables (N= 202) 
 
Variable M SD α  1 2 3 
1. Professional Development 3.22 .66 .63 --   
2. Organizational identification 4.75 1.22 / .29** --  
3. Work engagement 4.98 .79 .91 .26** .23** -- 
4. Job satisfaction 3.95 .67 / .29** .23** .54** 
Note. * p <.05; ** p<.01 
3.2. Strategy of Analysis 
To test our hypothesis, we used an analytical approach outlined by Preacher and Hayes (2004). This mediation approach tests 
the indirect effect between the predictor and the criterion variables through the mediator using a bootstrapping procedure that 
addresses some weaknesses associated with the Sobel test (Preacher & Hayes, 2004). SPSS macros for bootstrapping with 
multiple mediators operating in serial (Hayes, 2012) were used to test the model. To derive the direct and indirect effects, we 
estimated all the path coefficients in the model simultaneously. Moreover, the bootstrapping method has been used to compute 
formal statistical tests of the specific indirect effects.  
 This method generates an estimate of the indirect effect, including a 95% confidence interval. When zero is not in the 95% 
confidence interval, one can conclude that the indirect effect is significantly different from zero at p < .05 and, thus, that the 
effect of the independent variable (i.e., professional development) on the dependent variable (i.e., job satisfaction) is mediated by 
the proposed mediating variables (i.e., organizational identification and work engagement). We included gender, age and school 
level (primary vs. secondary schools) as control variables in the mediational model. 
3.3. Testing the Model  
Our hypothesis stated that organizational identification and work engagement sequentially mediate the relationship between 
professional development and job satisfaction. In Table 2, we provide estimates of the all paths coefficients, as well as indirect 
effects along with the 95% bias corrected bootstrapped confidence intervals for our paths estimates.  
Since zero is comprised in the 95% confidence interval, our results show that organizational identification did not mediate the 
relationship between professional development and job satisfaction. In contrast, work engagement mediated the path from 
professional development to job satisfaction.  
Finally, consistent with our hypothesis, the analyses reported in Table 2 show that organizational identification mediated the 
relationship between professional development and work engagement, and that work engagement mediated the relationship 
between professional development and job satisfaction.  
We formally tested this hypothesis and found that professional development was associated with higher levels of 
organizational identification and work engagement which, in turn, is related to higher levels of job satisfaction. Therefore 
Hypothesis 1 is supported. 
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Table 2. Path coefficients and Indirect Effects for Mediation Models 
 















Professional development (PD) .187 (.07) .503 (.14) .283 (.09)    
Organizational Identification (OI) .049 (.03)  .102 (.05)    
Work Engagement (WE) .393 (.05)      
Gender (1=male) .112 (.12) -.019 (.26) -.307 (.16)    
Age .009 (.00) .002 (.01) .005 (.01)    
School level (1==secondary school) -.184 (.09) .111 (.20) -.184 (.12)    
Total     .156 (.05) .074; .263 
PD  OI  JS     .025 (.02) -.008; .072 
PD  WE  JS      .111 (.04) .045; .203 
PD  OI  WE  JS         .020 (.01) .003; .050 
Note. Bootstrap confidence intervals were constructed using 5000 samples. Total effect (PD  JS) = .343 (.07). Standard error in parentheses 
4. Discussion 
The results of our study supported and enlarged the motivational process of the Job Demands-Resources (JD-R) model 
(Demerouti et al., 2001), confirming that there was a subsequent mediation of the organizational identification and work 
engagement between opportunities of professional development (a JR) and job satisfaction. Organizational identification did not 
have a significant direct impact on job satisfaction, but rather it is enhanced by high levels of professional development and 
fosters work engagement which, in turn, leads to higher levels of job satisfaction. Therefore the availability of opportunities for 
professional development makes the school context more attractive for teachers, as a consequence their identification with the 
school is strengthened. Strong identification, in turn, engenders motivation among teachers to further the interest of the school 
which consequently results in higher levels of work engagement.  
On the whole, these results showed that organizational identification represents a relevant mediational variable included 
within this extension of the motivational process. Indeed, our findings established that organizational identification constitutes a 
decisive variable in explaining significant differences among the motivational process of teachers working within the school 
context. In particular, opportunities for professional development seemed to have a pivotal role in activating the identification 
process with the organization and helping teachers to match a collective organizational identity that represents the members’ 
shared beliefs about what is distinctive, central, and enduring about their organization (Dutton et al., 1994). This identification 
process had, in turn, an important influence on the motivation of teachers who were more engaged in their job with a positive 
outcome of the work activities in terms of satisfaction and person-organization fit. In line with previous findings, these results 
suggest that the opportunity for teachers to grow professionally and to dedicate themselves to a career project can facilitate their 
vigour, dedication, and absorption to work, with positive outcomes for the organization and for themselves (Bakker, 2011).  
In recent years, the Italian school system has evolved towards a greater autonomy and responsibility of every single school. 
Each school has been called to autonomously manage different aspects of organizational processes, including a certain degree of 
competition in attracting students and “selling” the school to families. Such a trend increased the visibility and distinctive 
identity of each institution. In particular, where principals worked in favour of a stronger identity of their school, organizational 
identification is likely to be more easily found among teachers. In addition, the present research is an extensions of previous 
studies that identified organizational identification and work engagement as mediators operating in parallel in the relationship 
between specific resources available within the school context, i.e. trust in the principal, and positive outcomes, i.e. OCB, in-role 
job performance and learning goal orientation (Chughtai & Buckley, 2009).  
Further research could measure the strength of school’s identity (for teachers, families, stakeholders) in greater detail, in 
order to assess the relationship between organizational identity and teacher’s identification with the school. Furthermore, from a 
prevention perspective focused on workers’ wellbeing, it seems that it is more important to strengthen resources that promote 
motivation and satisfaction rather than intervene on diminishing high demands (Simbula, Panari, Guglielmi, & Fraccaroli, in 
press). In fact, as Bakker (2011) noted, resources are important in themselves as they fulfil human needs for autonomy, 
relatedness, and competence. There are a few limitations that should be acknowledged. The serial multiple mediator model 
assumes a causal chain linking the mediators, with a specified direction of causal flow. However, a reciprocal relationship is also 
possible and future researches could be conducted in this direction.  
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